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Collaboration with Mercer (HERO Scorecard) is a web-based questionnaire to provide employers of all sizes and industries with guidance on employee health and well-being (HWB) best practices. Available free of charge, the HERO Scorecard is comprised of approximately 62 questions that are organized into 6 sections that represent the foundational components associated with exemplary HWB initiatives: strategic planning, organizational and cultural support, program integration, programs, participation strategies, and program evaluation and measurement.
Development
The HERO Scorecard was initially developed in 2006 by the HERO Think Tank Task Force for Metrics, a group comprised of representatives from industry consulting, vendor supplier, and employer organizations. A literature review allowed developers to incorporate themes and ideas from reputable industry award programs, the US Department of Health and Human Services' Healthy Workforce 2010 criteria, 27 existing inventories, and peer-reviewed published research studies. Throughout the development process, drafts were reviewed by the larger HERO Think Tank membership in addition to nationally recognized industry experts. Each major revision to the HERO Scorecard content has relied on a similar expert and industry review process. In addition, some of the more recent revisions incorporated content from the HERO-Population Health Alliance Program Measurement and Evaluation Guide. 1 Industry subject matter experts were recruited to assist in developing the scores, with a team of advisors who reviewed and made final decisions based on discussion of the recommendations. The team began with a maximum score of 200 points and each subject matter expert was asked to independently assign a proportion of the points to each of the 6 sections of the HERO Scorecard based on their judgment and available research about the importance of each set of practices on desirable outcomes, such as participation rates, health outcomes, medical care cost trends, and productivity outcomes. All independent assessments were collated and discussed by the advisors who determined the final weighting of scores to each section. A draft version of the section scores were sent to all subject matter experts using a modified Delphi approach to gain consensus on iterative rounds until all agreed upon the final scores. A similar process was used to assign scores at the question and response level within each section.
In some cases, practices are included on the HERO Scorecard without being scored in order to collect information on trends and to inform future research on the link between specific practices and outcomes. Although no inventory of best practices will include all innovative approaches, the HERO Scorecard utilizes those most commonly recognized as drivers of successful programs among industry thought leaders and in published research. The total score that could be awarded across all sections is 200 points; however, the average score is approximately 100 points. Figure 1 summarizes the point totals associated with each of the 6 sections on the HERO Scorecard. Now in its fourth version, the HERO Scorecard has expanded far beyond its initial purpose as an educational tool, with demonstrated usefulness for strategic planning, benchmarking, and research on the HWB practices associated with superior program participation rates, health improvement, health-care cost trends, and business performance. Due to increased interest from organizations based outside the United States, the international version was launched in 2016 and attracted enough organizations to respond, supporting the release of the first International Benchmark Report in 2018. 2 Current reports feature employer practices in Argentina, Brazil, Canada, Chile, India, and Puerto Rico. Over time, as more employers outside the United States complete the international version, additional national benchmarks will become available for countries throughout the world.
Administration
In its current form, the HERO Scorecard takes 45 to 60 minutes to complete. It is typically completed by the staff of an organization that is responsible for managing and implementing its HWB initiatives. Many HERO Scorecard respondents have found that one of the key benefits of completing the tool comes from bringing together HWB stakeholders from different departments within their organizations, as well as valued external consultants and vendor partners, to discuss how best to respond to the questions. Working with different stakeholders within and outside the organization to complete the scorecard may result in more accurate responses, enhanced levels of collaboration between HWB stakeholders, and identification of new opportunities for integration across programs. Respondents also report on demographics of their organization, including size, employee gender and employee age distribution, industry type via North America Industry Classification System code, and location of headquarters, which are used to benchmark and analyze results.
Upon completing the online HERO Scorecard, a summary report is automatically generated and e-mailed to the user. The report provides the organization's overall score, section scores, and current national benchmark scores for comparison. The organization's scores provide a sense of how its HWB initiatives compare to the use of expert recommended best practices and identify where opportunity for improvement exists. Although periodic resubmission of the HERO Scorecard is encouraged, there is no requirement for users to do so. It is recommended that organizations consider completing the HERO Scorecard annually or when their health management program has undergone substantial changes.
Benchmarking
The HERO Scorecard database is leveraged for ongoing analyses by HERO researchers and to support benchmarking. Comprehensive benchmark reports are produced quarterly with average scores and aggregated responses to every question asked in the HERO Scorecard. The benchmark report provides organizations with a means for assessing how many other employers are implementing a specific type of program, policy, or organizational support for employee HWB. US HERO Scorecard benchmark reports provide results based on all respondents, industry segment, organization size, and region of the country where the organization is headquartered, while benchmark reports for the international version are currently available at the country level. Benchmark reports are provided through the HERO Scorecard Preferred Providers Program.
Validation
Researchers have assessed the predictive validity of the HERO Scorecard and found that organizations with higher overall scores reported better outcomes, including improved medical cost trend. 3 Higher scoring organizations (score of 100 points or more of the 200 possible) experienced an annual reduction in health-care costs over a 3-year period, whereas lower scoring organizations (0-99 points) experienced stable or increased costs over time. Results in early study models did not vary based on company size or industry type. Higher scores on the HERO Scorecard have also been associated with superior stock market performance among publicly traded companies. 4 In that study, high-scoring organizations (ie, those with an overall score of 125 or higher) were compared to companies represented on the Standard and Poor's (S&P) 500 Index using simulation models. The HERO Scorecard portfolio was associated with stock prices that appreciated 235% versus 159% for the S&P 500. A more recently completed study examined relationships between 4 implemented groups of practices on the HERO Scorecard, including Incentives, Organizational & Leadership Support, Program Comprehensiveness and Program Integration, as well as employer perceptions about the effectiveness of their HWB initiatives. 5 The study found all 4 groups of practices to have a strong, statistically significant impact on perceived effectiveness, with Organizational & Leadership Support practices associated with the strongest effect. All 3 of these studies support the use of the HERO Scorecard as a promising tool for employers to strengthen the effectiveness of their HWB efforts and for researchers seeking measurement tools that identify exemplary employer HWB initiatives.
Guidance on Using Results
One of the fundamental goals of HERO is to promote the use of best practices and standard outcomes measurement in workplace HWB. Upon completing the HERO Scorecard, organizations can use the results as an inventory of recommended practices, a benchmark to contribute to their strategic planning, an assessment to identify gaps and priority areas, as well as a baseline to track progress over time.
Focusing on a single section of the HERO Scorecard at a time, organizations can identify the specific strategies and practices that are not being implemented. Some of them may not be relevant to the organization, but those that are can be prioritized based on what is most feasible for the organization to implement in future years. If several different segments of the overall organization have completed the HERO Scorecard, it can be helpful to identify practices that are implemented inconsistently across the organization. It can also be used to identify segments with higher scores that could be leveraged to expand and optimize the HWB initiative across the organization. Organizations may also find it helpful to compare their scores with organizations of similar size and industry type to identify the areas of focus for improvement.
Each of the individual practices listed on the HERO Scorecard is associated with a specific number of points. Practices associated with a higher number of points represent those with stronger evidence linking them to better HWB outcomes and may be prioritized at a higher order. After identifying the specific practices that are most relevant, feasible, and impactful, organizations should select those that align most strongly with broader organizational objectives. With the top 3 to 5 practices that emerge from the prioritization and alignment review, the next step is to work with stakeholders across the organization to identify those associated with the most positive feedback and support. Once the specific practices have been selected for implementation, HERO recommends incorporating them into a written strategic plan for the HWB initiative. Each practice should be associated with a measurable goal or objective and an evaluation strategy to measure successful implementation. The HERO has many resources available to the public on its website 6 to provide organizations with guidance, such as white papers, consensus papers, policy recommendations, case studies, and measurement and evaluation recommendations.
Measuring a Whole Systems Approach to Wellness With the Well Workplace Checklist
Sara Martin, MS 1 , Ryan Picarella, MS 1 , and Jennifer S. Pitts, PhD 2 Background T he Wellness Council of America (WELCOA) is a nonprofit organization dedicated to helping business and health professionals improve employee well-being and create healthier organizational cultures. For many years, WELCOA has offered The Seven Benchmarks Checklist to help employer organizations assess the quality of their wellness programs. Over the past decade, the wellness field has evolved to embrace a broader kind of health and wellness and recognize the value of health-supportive environments and cultures. 1, 2 To better reflect this evolution and to guide the advancement of the wellness field, WELCOA undertook development of an updated Well Workplace Checklist (the Checklist) in 2016. The revised Checklist reflects best practices and innovations from many fields with relevance to human health and well-being. This includes, but is not limited to, concepts and practices from sociology, anthropology, many branches of psychology, leadership science, and organization development.
